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Successfully lead your organization
through a digital transformation

Ishit Vachhrajani

Global Head of Enterprise Strategy
Amazon Web Services
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From making “digital copies” to essential
differentiator
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“Transformation isn't doing
the same things better. It's doing new
things and doing them differently.”
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But we wouldn't

sabotage our own
organizations...

. . . Would we?
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| design widgets at AnyCompany
and have a question for the
marketing team
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Departmental manager

Team lead Team lead
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Assistant to the Regional
regional manager manager

Team lead Team lead
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Bigger boss Bigger boss Bigger boss Bigger boss o @
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Hey Zara!
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“Communication is a sign of dysfunction.
It means people aren’t working together in
a close, organic way. We should be trying to
figure out a way for teams to communicate

less with each other, not more.”

Jeff Bezos
Founder and Executive Chair, Amazon, Inc.
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A team of leaders or a leadership team?

“Our goal is to become customer-centric”
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A team of leaders or a leadership team?

“Cut “Build a “Reduce the number “Open more
costs!” new product!” of products we sell!” stores!”
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So what does leadership do?
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€) Outdated principles
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Henry L. Gantt
Inventor of the Gantt chart

Gannt chart image: https://archive.org/details/organizingforwo0Ogantgoog
Henry L. Gantt photo: https://en.wikipedia.org/wiki/Henry Gantt#/media/File:Henry L. Gantt.jpg

aws

© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.
S —"


https://archive.org/details/organizingforwo00gantgoog
https://en.wikipedia.org/wiki/Henry_Gantt#/media/File:Henry_L._Gantt.jpg

Henri Fayol
~1916

Henri Fayol photo: https://en.wikipedia.org/wiki/Henri Fayol#/media/File:Henri Fayol, 1900.jpg
Lyndall Urwick photo: https://commons.wikimedia.org/wiki/File:Lyndall_Urwick.jpg; Courtesy of Desmond Delaney
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Divide work to encourage specialization

Authority—the right to give orders and the power
to require obedience

Unity of direction—the entire organization should be
aligned and moving toward a common goal

Subordination of individual interests—
individual needs and interests should be
subordinate to the needs of the organization

Line of authority—a hierarchy is necessary
for unity of direction :

Initiative—encouraging staff to show initiative is a
source of strength in an organization

© 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.

The principle of specialization—
one group, one function

The principle of definition—jobs, duties, and
relationships should be clearly defined

The principle of the objectives—the overall purpose
of an organization is its reason for being

The principle of coordination—the purpose of

The principle of span of control—no person
should supervise more than 5 to 6 line reports
whose work is interlocked

The principle of continuity—reorganization is a
continuous process, and provisions should be made for it
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Direction Initiative

The entire organization
should be aligned and
moving toward a
common goal

Encouraging staff to
show initiative is a
source of strength in
an organization
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Objectives

The overall purpose
of an organization
is its reason for being

©O
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Continuity

Reorganization is a
continuous process,
and provisions should
be made for it



NO RULES
RULES

Netflix and the Culture
of Reinvention

Netflix co-founder & CEO
E R I N BUSINESS
BOOK OF THE
YEAR 2020

SHORTLISTED
M E ' E R M
INSEAD Business School 2

“The Industrial Revolution has powered
most of the world's successful
economies for the past 300 years. ..
management paradigms from high-
volume, low-error manufacturing have
come to dominate business
organizational practices.”
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Reed Hastings
CEO of Netflix




AUTONOMY HIGH
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PREDICTABILITY

HIGH




Reimagine Reconfigure Replace
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CUSTOM-
BUILT

e PREDICTABILITY

GENESIS

PRODUCT UTILITY
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What road do I take?

Well, where are you going?

I don’t know.

Then 1t doesn’t matter.

If you don’t know where you are
going, any road will get you there.
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What makes you, you?
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Define a clear purpose that inspires
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ANYCOMPANY

We are going to leverage our global synergies to drive
a world-class contemporary customer experience
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To be Earth’s most customer-centric company
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Helping members protect what's important since 1925
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Nike

To bring inspiration and innovation to every athlete*
in the world.
*If you have a body, you are an athlete.
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Declare and
embrace

- JOB



Integrity: We work with customers
and prospects openly, honestly
and sincerely (Enron)

@ We value our employees

We expect to be customers'
preferred choice

@ We operate within the letter
of the law (!)

No person should supervise more than
5 to 6 reports whose work is interlocked




Principle-based organization design

@ Small multi-skilled teams (two-pizza)
@ You build it, you run it

@ The team we have is the team you need
@ Teams choose

@ One size doesn't fit all

@ Get out of the way
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* Customer obsession * Learn and be curious

* Ownership  Earn trust of others
a m azo n * Invent and simplify * Dive deep
\_/‘7 * Areright, a lot « Have backbone; disagree

and commit
* Hire and develop the best
« Deliver results

CUI.tu re * Insist on the highest
standards * Strive to be Earth's best
employer
 Think big
* Success and scale bring
« Bias for action broad responsibility
* Frugality
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1. Values are what we value
2. High performance

3. Freedom and responsibility
4. Context, not control
Culture

5. Highly aligned, loosely coupled

6. Pay top of market

7. Promotions and development
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Treat data as an
organizational
asset




Evolution of enterprise data

8 Data-informed

S8 Data-driven

S S S —— 2

Data-aware
Capability Data
Consumers Executives
Questions What happened?
Ownership Data is no one’'s job
. Create reports for
ALE L others to use
Heavily aggregated,
Nt highly formatted
Technology Old-guard databases
aWS © 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.
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Insights

Functional experts
Why did it happen?
Data is someone’s job

Analyze data to
find patterns

Aggregated with
some drill downs

Data warehouse/
interactive query

Actions
Everyone
How can we make it happen?

Data helps me in my job

Act and experiment every day

Granular, flexible, and
scalable

Cloud, Al/ML



Increase EBITDA B
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Number of nails made
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Number of nails made Weight of the nails

VS.

“When a measure becomes a target, it ceases to be a good measure.”
Goodhart's law
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Absolutes

Investment

Budget

Deadline

Capacity

Ideal use case

Relatives/rates

Price per unit

Burn rate

Velocity

Consumption

Cost of experimentation



Beware of the watermelon goals
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Beware of the watermelon goals

or B 1-800-1-CANCEL
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Agility is the
new efficiency
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Changing the frame of mind

A

“To be" ——

”AS iS" N

Economies of scale

“Business as usual”

\

'\"Project"

. or its affiliates. All rights reserved.
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Economies of speed

A

“There is no
target state”

A\

“Change is normal”

time
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Don't burst £
the boiler! :

“You cannot respond toa“
disruption by puttmg |
more coals on the fire.”

-~



OOOOWO

Reduce friction

F N
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Locomotive acts
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Bureaucratic Mass Index
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Non-customer value ==  Waiting time
generating work

Total work

%
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Differentiation is built in as
opposed to added at the end
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You already
have the team
{ Yyou need

£
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Amazon
Amazon Amazon Amazon Amazon API @ Amazon Q A <3
s e Cognito SNS @ $Qs @ Gateway CloudFront e QuickSight
Amazon AWS AWS AWS 1AM e AWS KMS AWS WAF
CloudWatch CloudFormation Config

Amazon Amazon Amazon / . .
o i ® i g <i vec We can't copy Netflix because it
o 1 has all those superstar engineers;
we don't have the people.

® ©

, A Fortune 100 CTO after
; i a Netflix presentation

We hired them from you
and got out of their way...

Adrian Cockcroft
in response
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Recruitment

Organization’s Employee’s
| < . desires desires (— __)
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Retention

Organization’s Employee’s
| < . desires desires (— __)
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Principal Engineer

Senior Staff Engineer

Staff Engineer

Engineer Il

Engineer I

Engineer |
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Eey

CTO
VP of Engineering | ...
Director of Engineering | ......:
Engineering Manager ...
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VISIBILITY

> HIGH

cocccscccscccssccssccsccs TECHNOLOGY .......................)

D 2

Low <

GENESIS CUSTOM BUILT PRODUCT UTILITY
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You cannot
{ outsource
the whole




You cannot outsource
the whole

(or parts where the
KPIs conflict)
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GENESIS CUSTOM BUILT PRODUCT UTILITY

< >
ot PREDICTABILITY HIGH
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Reduce cost of Reduce
change and learning variation

KPI = SPEED KPI = COST

GENESIS CUSTOM BUILT PRODUCT UTILITY

A\

>
Low PREDICTABILITY HIGH
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Reduce cost of
change and learning

GENESIS CUSTOM BUILT

aWS © 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.
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Reduce

variation
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Reduce cost of
change and learning

Novel/creative

Product

Autonomy

Change

GENESIS CUSTOM BUILT

aWS © 2022, Amazon Web Services, Inc. or its affiliates. All rights reserved.
S

Reduce
variation

Repetitive
Process

Controls and standards

Stability

UTILITY



Bridging the gap

3L
Enterprise’s Integrator’s @
desires desires @
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Don’t generate
your own
electricity
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“Friends don't let friends build data centers"

Charles Phillips
CEO, Infor
2014 AWS Summit
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19t century

Traditional factory
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19t century 20t century
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Traditional factory
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Power plant
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Traditional factory
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Renewable energy power plant
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Cloud removes or reduces constraints

3 Standards Innovation3©1

£ Speed Quality (%

@ Customization Low cost

‘ i Short-term Long—term@
gain viability




Cloud removes or reduces constraints

Standards

Speed

Customization

Short-term
gain
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The principles

}i <_8@4>

Define a clear, inspiring Declare and embrace
purpose principles

Y O

Reduce friction You already have the team
you need
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Treat data as an
organizational asset

&

You cannot
outsource the whole

L3

Agility is the new efficiency

i

Don’t generate
your own electricity



The journey

@ Don’t

Photocopy someone else’s culture

Over-plan or over-estimate
the pace of change

Just rebrand roles and processes

Ignore “resistance”

Delegate the change

(Lot e : i
aWS © 2022, Amazon Web Services, Inc. or its affiliates. All rights res;@ \
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@Do

Patiently experiment as
a leadership priority

Be stubborn about the vision,
flexible on the execution

Instigate genuine
outcome-focused changes

Double down on change management

Lead and role model the change



Learn in-demand AWS Cloud skills

‘.@.l AWS Skill Builder . & AWS Certifications

Access 500+ free digital courses Earn an industry-recognized

and Learning Plans credential

Explore resources with a variety Receive Foundational,

of skill levels and 16+ languages Associate, Professional,

to meet your learning needs and Specialty certifications

Deepen your skills with digital Join the AWS Certified community
learning on demand and get exclusive benefits

2

T,

Access new

Train now exam guides
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conversations

aW Executive SLEADERS |§
N > Insights Sk
https://aws.amazon.com/ https://open.spotify.com/show/
executive-insights/ 1Qp5byBTSBeF20RdyWulgd
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AWS Executive
N >y Connection

https://www.linkedin.com/
showcase/aws-executive-

connection/

AWS Enterprise
~) Strategy Blog

https://aws.amazon.com/
blogs/enterprise-strateqy/



https://aws.amazon.com/executive-insights/
https://aws.amazon.com/executive-insights/
https://www.linkedin.com/showcase/aws-executive-connection/
https://aws.amazon.com/blogs/enterprise-strategy/
https://open.spotify.com/show/1Qp5byBTSBeF20RdyWuIgd
https://open.spotify.com/show/1Qp5byBTSBeF20RdyWuIgd

Thank you!

Ishit Vachhrajani

vachhraj@amazon.com
LinkedIn: /in/ishitv
Twitter: @ishitv
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